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Background

a. Those whe have lsunched career service prograis on the
peed for publiciszlnyg the prograf. Bxanple: Dr. J. J.
I’ii.rect,@“ n" “c“s-;fm*mﬂl Conanlidated Bdison Compony, s:
for May 19L5) By - s of arblcles and sbilenents in the company's
house cm* an, as woll us by word of mouth, aake the provras's medoing
clear to all e £ the srganiznticn. Hany eiounderstandings can

'

%
’“br% of &
be avynided if n Youshebush! publicity polier is avolded

be These is also agre.vent dhat the siccess of such o Drograul as
the one ﬁrcpusmx raqg‘hmw aciive supnord by the lwy soatives
xamplet M4 Plas for Sxeoutlve Developnent” f}f the IR

(:o*m"m v cortalng the ﬁtc&‘tﬁ?ﬁ&n’t "Tie pr
s top manapgement®, Also

i“ﬁ‘evelcpment Gopference of

convietion md deternins

to do this badly encush i

sponslbility for this Proy

of the top men's Deputy.”

20 usx’u v, says "One :
on the poed ol lwe top e
: worh Jor fhesseldn vur mpwm:‘z.om, re-

wr conld nob be talowr the lovel

Phscussion

The proposed 1 icy statenent was deviged
within CI4 mhe Caveor Service Procrom (see

atroting the f,mm vo mapoort and snonsorsghip of the pix
T {ses b. above).

zre of nublicizing
Bk wz:rve) nd of devon=
wepn by the

Hecommendation

a, That a OIA Regulation in the General be pro-
pared for the signature of the ICL establishing the CGLA Gareer Service
Board and the Office Career Serviee Doards and stobiog - briefly the
purpose for vhich the BDoards are belng esbarliched.

e That a CIA lx@rulwien in Correspondence and Procedures serles,
be propae: & for *he signaturc of the DD/A riving in grezter
detall the rospo ﬁsibili‘?:ief; and procedures to be followed by the
several Bosrds.

c. That the Fegulationa be clasc Afted no hicher Ghan Restricted
ad be riven widest possible distribution, 1. e, Distribution Hoe 5.
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2. "Rewrite Tab 0 eliminating the introduction and mroviding separate
programns for the following classes of personnel:

A+ Clarical snd Admindsbrative.eees
B. S?ﬂﬂia}.istﬂa o w
- €4 Professionalses.s

Generally speaking, normal Cilvil Service procedures provide adequstely for
the career benefits of Claszes & and Bs The problems which are special to
this Apency, as contrasted with other agencies of Government, relate bas-
ically to Clas:z C, though 1t must also be recognlzed that in some cases
paople rated within Class 4, and even in Class Z, will perfora functions
comparable with these of Class ¢ and, for our purposes, should therefore
be placed In the Class C progran.t

Backgreund

The Career Service Progran planned the Comzittee »nd the Working
Groups has, to date, embraced the following princinlest

a. Elimination of the "elite corps" concept.
b. Intent vo make a career of civilien employment in CIL4,
¢. "Proven® service demonstrated by performance on the jobe

ds To those who have not yet gqualified under b. and c., would
be applied personnel, managen and training practices of the hilghest
order consistent with Civil Service ~ snd cther Government - usages
under existing law and without invoking to any marked degree the special
powera of the UCL,

e. To those who haye qualified under b. and c., would be applied
the careful and neticulous planning of their careers on a long-range
basis invoking the specisl powers of the ICIL, to whatever extent is
legally, ethically and practically justified, to dewelop, train ond
explolt the latent talents of the individuzl in long-range interest
of CIA and to make service with CIA so attractive thot he will not
seck other employment.

f. It is not pessible to establish without ad itional legislation
a "comnlseloned service® such zs the Foreign Servive, the Public Health
Service, the Coast and Geodetlc Service, ebe.; nor is it probably de-
sirable, since required flexibiliiy would have to be sacrificed.

Discussion
a. The Classification fct of 1949 (P. L. L29) repealed the

Classification Act of 1923 as amended and changed 2 basic conept of
Job classification in Gevernment. Thres series of jobs were conbined
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into one because

(1) vorderline cases were so numerous as %o cause
inefficient administration,

(2) ‘fcrossing over" and advancement were impaired, and

{3) morale was improved by eliminstion of intangible
class and status distinctions,

The change, after 25 years' use, was that the

Clerical Administrative and Fiscal Service (CAF series),
Subprofessional Service (SP series), and
Professional and Seientific Service (P series)

vere slininated and conbined to form a
General Schedule (GS series).

be The Department of State would appear to have adopted &
long=range progranm of eliminating, or at least reducing %o the
greatest extent possible, compstible with existine luow and troe
dition, the distinctions between the Forsign Serviee and the
Departmental {Civil) Service on the one hand and, within the
Foreign Service, the distinction between Foreign Bervice Officers
(P80}, Foreign Service Reserve Officers (FSRO) and Foreign Service
Staff (FS°), in the latter of which there are two further dis-
tinctdons = Officers (Class 1 to 9 inc.) and Employees (Class 10
to 22). This Progras is the result of recommendations to that
effect by the Hoover Commission and the Seoretary's Advisory
Comnittee on Personnel (the Rowe Commitice). Depertmental
Announcement L7 announcing the "Directive to Improve the Perscnnel
Prograa of ithe Depariment of Sizte and the Unified Foreign Service
of the United States” says

(1) adjustments will be made within the Cramework of the
Foreign Service Act of 1946,

(2) the Departaent favors and will promete entrance of
Civil Service departmental employvees into the Foreign Service,

(3) the Foreign Service Officer class will be increased
and the Reserve and 3taff clasces decreased, and

(L) while total intepration is not now possible, the
Department will move toward the ultimate objective of a ful ly~-
integrated service.

All of these moves are designed to eliminate the various "classes®
of personnel to which the Department is now bound both by law and
by tradition,
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€« The Committee and Working Croups have recognized that there
would be many "job patterns" and "job ladders® and that there would
be fewer, but still a considerabls nunber of Hiob fomilies®, Hany
different programs would be established by the Career Service Boards
to further the development of individuals belonging to these mimerous
fjob ladders®., The programs would not be Tormally identified nor the
individuals forually named ag belonging to specific "job rfamilies® in
order to avoid the difficulties of borderilne cases, erogging over
asd morale, ) '

ds Dlagremmatically the Commitiee has recommended WaM below,
The requested adjustment could be diagrammed as in "B® below,

ALL PERSONNEL o ALL PERSOENEL

M Service Progran

Progran

*’ersomm}. Devé}_apmmt
Program

Proven Personnel
with Carcer Intent 50%

New Personnel and
Cld Personnel 50%
without Career Intent

| 524 Professional

33% cleriecal
{ 15% Technical
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Recommendation

That the Committes carefully examine the requested adjustment that
there be establighed Beparzate programs for a tripartite personnel
system and, if the artieipated advantages outweigh the Imown dige
advantages and e:periences of the Department of State and the Civil
Service Commission, to replan the Career Service Program sccordingly,
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3. "I like the simplicity of your proposed rating form, but question
whether the rated of ficer should see the supervisor's rating and comments on
the reverse side of these reports, Such comments should be confidential. It
is proper, however, to have the rating officer state that he has discussed any
shortcomings with the officer.®

Backgound

a2, In general practice, a "rating form® 1s not shown to the employee.

b, The Working Group preparing this form avoided a "rating form" as
such and designed the "Personnel Bvaluation Report® so that it would be
shown to the employee and form the basis of supervisor-employee discussion
of responsibilities and performance.

¢. With this in mind, the form omits those aspects of a rating which
generally are not shown to the employee, 1. e., ratings of specific factors
such as drive, imagination, mentality, leadership, etc., and estimates of
promotion potential,

d, The form includes only those items which the wWorking Group felt
could and should be shoun to the employee, 1. €., particular strengths and
weaknesses; ways to improve present performance, and proposed development
program for the individual, The supervisor would clear his statenents
with the reviewing official before he discusses thewm with the employee.

e. Having the employee see and sign the form ensures that adeguate
discussion of performance tzkes place. In discussing performance the
supervisor may get off on the wrong foot and antagonize the employee.
The form is designed to guide and help him in the discussion.

f. The Working Group strongly recommended that the 0ffices of Perconnel
and Training collaborate in preparing supervisory training material to aid
supervisors in carrying out these discussions with employees.

Discusslon

The Working Group recommended that the proposed Evaluation Report be
immediately installed throughout CIA and that it be revised, if necessary,
after one yearts experience had been acquired. The question of whether any
form additional to the Personnel Fvaluation Report would be required by the
career Service Boards in making their decision regarding rotation, etc.,
was referred to the Working Group on Personnel Development Program. In
view of the impasse concerning the legal position of CIA and with respect
to the Performance Reting Act of 1950, that Working Group deferred action
on three items of its agenda relating to this problem until it could
receive policy guidance from the Career Service Committee,

pecommendations = There are three alternatives, 1. e,

&, Adopt the recommendation that the Personnel Evaluation Report be
installed now and revised later,

b, Devise now a "rating form® that will be supplementary to the
Personnel Ivaluation Report.
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lie ™The Class ¢ program éﬁbufnsslonals, i. e., officers/ should be applied to
all professional intelligence officers from the time they enter the service and the
program should determine the system of selection, training, promotion, and rewards.
Written agreement of the intent to make a career with the Agency should not be
required nor do any special security concurrences seem necessary as part of this
program., The intent to follow the career of intelligence oificer must exist and
will be a matter of primary concern to the Career Doard,®

Backgggund

@, There are two schools of thought with respect to the declaration of
intent to make a career in CIA. Apparently the two schools are irreconcil-
able., One holds that a signed statement of intent ic ™a scrap of paper",
wnenforceable, and is "an invitation to perjury®., The other school holds
that while such & document is, of course, unenforceable legally it is
valuable as a psychologlical tool that forces an individual to think atoub
his long-range relationship to CIA, If he has signed such a statenmeant
wlth his tongue in his cheek and this deception is discovered it is an
importent rovelation of the individualts character, The Agency's plans
for this individual can be appropriately modified. 4 declaration of
intent, such as the one which has been proposed, is admittedly good naly
as of the day on which it was sgigned in the same way that a security
clearance is only good as of the day it was issued.

Approved For Release2001/048 §26R0

by The concept of a declaration of intent, however s _already been
approved as Agency polley in CIA Regulation No signed by the
Deputy Director of Administration, effective 21 February 1952, in connecw
tion with Hequests for Non-CIA Training. Paragraph 4. {2) (g) requires

a "Statement that it is the present intention of the employee to make a
caveer of employment with CIA." This stotement would be signed by the
Assistant Director or Office Head whose employes was being considered for
exira CIA training,

Discussion

a, It has been recognized by all persons who have serlously considered
tnis problem that, in view of the security regulations regarding dis=-
closure of EIA mission, procedures, ete, to applicants for employment,
it is unintelligent to expect any employee when he enters on duty to be
able to make a decision as to whether he intends to make a career of
employment by CIA. Tt is for this reason that the guestion of intent
hags, by thosc planning this phase of the programybeen. postponed until
approximately two years have eclapsed after EQD.

be If the statement "The intent to follow the career of intellizence
officer must exist and will De a matter of primary concern to the (areer
Board", is valid and no statement of intent is made by the individual,
the Career Boards will have to devise some other way of estallishing
whether the intent exisis or not.

€+ Uith respect to the "system of selection® the torking Growp on Trainees
has in final draft a report to the Commitiee recomnending a system of
selection for all Junior Intellisence Cfficers.

Recormendations - None
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5¢ ®Ia view of the conflict between tre concention of denure in
acadendc flelds wnd the provisiens of Section 102{c} of vie dationsel

Securily Aet of 1947, no reference to "tenure" gnould ve sade in the
progran at this tine. The positive idez of security in oriice daring
good behsvior :nd effective perforasnce of duty is implicit in the
career program itself.

>3

Backeround

There has been no thought at any tiume thit "benure" wonld conflict
with the right of the ICI to "e.eeteirninate the employment of any
officer or employee of the Agency vhenever he shall deem such terstine
ation necessary or advissble in the interests of the Inited Stoteges..”
{Section 102{c) of the Naticnal Seeurity Aet of 1947).

Discussion

The word "fenure" ocours only in Tab € of the Comiibtee's Progress
Report to the D0I. Purazroph 3F: "It [51_?7 migt, therefore, uake
its career service incentives = such az advencenent, benure and
retiresent = strong encugh to atiracs and hold o Do rsong who want
Jjobs that 2re not run=of-theerting sovernment chores lo a tidy and
secure niche cemented to 2 singls ecographical solinb.t Thig is in
connaction with the "written sgrecaent to serve in o estic O OVOIre
seas CLA posts.e.e®s Since there is question before the Commiltties
as toc whether thee should he any wriilen agrecient at all, the
question of using the word “enure" licre 1s sonewhal agadenie.,
Paragraph LAt ™odification of righvs and benefite so that the
employee knows where he stands and what he v reasonsbly plan for.
These should Inulude preferentisl advancenent, tesure =nd rebtirement
for those La the levelopment Progpam,®

Reconnondati ons

as That the vord Menure" Lo elivinated fron the voeshbulery of
the Gareer Service Progran.

bs. Thet in on appropriate ploce in the Committee's "inzl Report,
positive stalement be made to the effect that since bthe DOL hag Lhe
right under Section 102{c)} of the iHational Security Acl of 1947 to
digcharge persons at his dlsgression, the word "esrcer® as used in
C14 does not imply sny Iimitation on that rizht,

Approved For Release 2001/0%#34, : Gt 0400050012-4
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6. "I do not wish to previ&gcgﬁuthgﬂﬁﬂAﬂmﬂ for hazerdous duty as part of the
career service benefits (Part II of your Tab E) and would limit the meritorious
award system to (Classes A and B under 2 aboves..o I would at this time eliminate
Zihe recommmndatio§7 relating to special compensation 1o dependenfs of nersonnel
engazed in hagardous duly who are themselves exposed to hagard, and /the recommenw
datiaﬁ?%elating to death gratuities to dependents of CIA nersonnel whose death
OCCUT'S OVErsSeaBecests

Background

8+ Hagardous duty nay has not been considered by the Working Oroup on
Career Pencfits to be a benefit inherent in the Csreer Service Program., Rsther
is it an emolument that should be ocaid to any employee exnosed to hazardous
duty. The recommendation was developed by this Working Group only because it
was informed and competent to deal with the problem. Fazardous duty pay is
urgently needed,

be The meritoriocus award system for recognition of distinguished service
to the Agency was devised on the principle that an honor award should be made
without regurd to the status of the individual as an "officer" or a "private®,
If there is to be a system of recognizing distinguished service for clerks
and technicians, there probably should also be some system for recognizing
distinguished service among professional people.

Discusslion

8, Legislation respecting pay for sersons who are detained involuntarily
by foreign governments {Missing Persons Act) will orobably be easy to obtain.

be Legislation for a more libersl retirement system and for an adequate
leave systen for overseas emhloyees will be very much more difficult to obtain.

Recommendations

&, That additional pay for hazardous duty be eliminated from the Career
Service Progran and forwarded to the Deputy [irector for Administration for
action. (a. of Tab E).

be That the honor award system for all emdlcyees woriting honor recognie
tion be reconsidered. (b. of Tab E).

ts That legislation respecting the "¥issing Persons Act® be vigorously
nursued in collaboration with the Department of Defense. (f, of Tab E).

de That legislation respecting the following matiers not be sought during
the nresent year:

(1) Aoplication to denendents of the orinciples of the 1. S. Fmployces
Comnensation Act, {d. of Tab E).

{2) Death sratuilty of six months! pay to dependents,
{3) More liberal retirement system. (g, of Tab E).

{l) adequate leave system for overseas employees, (h. of Tab E).

Approved For Release 2001 Qi
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meant by rotation, answering such ques
#), Do you recommend limiting overseas duty to any particular number of years?

¥B. Do you recommend bringing all foreign personnel home, say, one year in
each four or at any other intervals?

*C., Do you rccommend moving officers as a matter of policy from 0ffice to

Office within the Agency or do you mean from division to division
within an office?

"De At what rank does the rotation by the (Career Service Board stop?®

Baaggggund

The DCI comment above waes made without benefit of the Final Report of the
Werking Group on Rotation which was received by the Career Service Commititee on
30 January 1952, after the Committee made ite Progress Report to the DCI on 22
January 1952, Answers to the above questions are largely contained in this
report.

Dlscussion

In brief, the answers to the four questions posed by the DCI, tased on the
report of the Working Group, are as follows:

To "A%: Overseas duty would not be limited to any particular number of
years; depends on clrcumstances revelving about the quajificatlons of the
individual and the needs of the Agency.

To "B®: Generally speeking, all overseas personnel would continue to

recelve home leave (i. e., every two years) as well as receiving periodic
tours of duty at headqg ers, It is highly important that there should
not be created the concept of a headquarters group and an overseas groupe.

To "C*; There should be no policy that would preclude moving officers

CIfice to Office within the Agency, or from division to division.
Such rotation depends on the individual., A small nuwber of key officers
should be rotated from 0ffice to ¢ffice in order to fit them for top
exscutive positions on an Agencyewide basis. As a watter of policy these
officers should never be ldentified by name as a selected group. Knowl-
edge of their identity should be limited to the Dffice of the ICI and to
the CIA Career Service Board. Rotation of officers from division to
division within an office should be primarily the responsibility of that
0ffice, depending on its needs and the gualifications of the individuals
concerned,

To "D®; As a matter of policy no limit on rank should be set at which
Totatlon stops. The grestest flexibility should be majntained and
decisions on rotation by the Career Service Joards should be based
exclusively on the needs of the Agency without resnect to any arbitrary
mitation, _

Recommendations

That the Report of the lorking Group on Rotation be incorporated in the
Final Report of the Carcer Service Committee and that answers to the four
specific questions be based on the discussion above.
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8s ®.s.othe CIA Career Se ; roar- shoulde.seict 45 the rating
board for all AD's and DiD's, anﬁ....tha 4T, DAD, and one of the division
chiefs on a rotation basis....act as the rating buarﬁ for the other staff
or division chiefs. For officers below the grade of staff or division
chief, your Office bosrds would function bube...add as = wewber in each
Office one officer below the yrade of a division head and....have each
Office board include at least one member selected from another Office, if
only as an observer.!

Backeround

a, The Woriting Groups, in creating the Career Service boards,
considered that they would not be Mcreators® of persormel evaluations
but that they would be the principal "users" of these evaluations.

b. Appraiss) by boards and multiple appreiszls by seversl persons
on a higher echelon was seriocusly considered by the Working Group.
These technlgues are used in varicus industries. However, the Working
Group decided sgainst such a system for two reascns: (1) The compart-
mentalization necessary in Cid for security reasons nade multiple
appralsal or board appraisal impra cticﬂl, and (2) "ltiple or board
appralsal required a larger smount of tiage on the »art of the super=
visors and CIL% was, on the whole, not ready for such an advance
technicue nor sble to devote the necessary man-hours to it.

c¢. The Working Group sgreed, in spite of mowm disadvanta es,
that the evaluations should be nade by those direcily ra%pﬂnﬁibla in
the chaln of comnand, i.e., the immedlate s pervisor.

de Howving officers of a lower echelon particip-ie in the evaluations
of their superiors was stwlied by the Jorking UGroup. Although there is
& body of opinion supcorting this view, the Working Group concluded that
it was unsound and violated the principle of chain of commuand.

Discussion

The questlon of observers from other Offices sitting with Office Boards

was not considered by the Working Groups, It was felt that the Career
Service 5taff, through its =id to and collaboration with the Csreer

Service Boards, would fulfill the need for obtaining uniforaity of praclice.

Recommendations

a. That the ICI evaluate the four Deputy Direciors.

be That the Deputy Director: evaluate the ‘ssisztant Directors snd
Office Heads within their Jurisdictlon and that the LI review these
evaluations,

ce That the fssistant Directors and Office Heads evaluata thelr
Deputies and thet the levuty Directors review these evalustions.

d. That the Carser Service Boards be regarded oo "users® of evalusiions
rather than "producers" of evaluations,

e, Thot no officer be expected to participrte in the evalu:iion of
another offlcer who is on 2 higher echelon than himself,

That the Carser © Grv~
Approvad For-Rejpase $001/075

obsarvers on Uffice

Hhe nﬁﬁbru“'ﬁt of obtaining

0.‘;V'OQQQQQQQQ 12-8ther Offices as



